
 

  

Leader’s Guide 
Olivia – SMART Goals Exercise for Supervisors 

  
Introduction:  
This training exercise is designed to follow after the Olivia Performance Evaluation Exercise for 
Supervisors, and engages supervisors in the process of working with a staff member to develop 
their goals. Supervisors play a key role in guiding the development of staff goals. Not only is it 
critical that goals be drafted in a format that is clear and easy to measure or evaluate later; but 
goals should also align with the organization and department’s philosophy, strategic plan, 
mission, vision, and objectives, or further employee development in a way that supports or 
aligns with these factors. This exercise encourages supervisors to apply critical thinking in the 
goal development process, to improve on an employee’s draft goal concepts, and to ensure 
they meet the SMART goals format.   
  
• Many organizations use the SMART goals format to help guide their process in 
establishing individual employee goals.   
• We’ve found it is not uncommon for employees to propose a goal that’s on the right 
track, but could be improved or developed through supervisor feedback to incorporate all 
elements of a true SMART goal.   
• We recommend holding an interactive goal-setting process between the supervisor and 
their staff member; and ultimately believe it is the supervisor’s responsibility to work with 
employees to ensure goals align with organizational direction and follow the SMART criteria:   

o Specific  
o Measurable  
o Attainable  
o Relevant  
o Time Targeted  

• Use this exercise in small groups to encourage discussion and exchange of ideas among 
County supervisors. Each small group member receives the same numbered Olivia goal as 
others in their small group.   
• Small groups can present their “before” and “after” goal to the large group after they 
finish drafting an improved SMART goal for Olivia. Have a spokesperson for each group present 
on key points of their analysis.   
  
 

 
 


